The Company Command Team
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As a new company commander, like
many others before you, you will soon
discover that the unit first sergeant is in-
dispensable to you in your efforts to build
a combat ready force. Not only will he
be the primary conduit through which
you will spell out your policies, he will
alse be the one who enforces standards
of discipline and conduct throughout the
command. ‘

With the ceremonial assumption of
command, symbolized by the acceptance
of the guidon, the first sergeant transfers
his loyalty from your predecessor to you.
You are now his commander, and one of
his primary responsibilities as a profes-
sional soldier will be to see that you have
a suecessful command.

But you can also expect him to have
a vested interest in preserving the status
quo—until you direct otherwise. After
all, since he helped build the company
into the unit the former commander want-
ed, you can logically assume that he was
not totally opposed to that commander’s
policies. It is therefore essential that the
two of you establish a clear channel
of communication at the earliest oppor-
tunity.

First, to set the tone of the new com-
mand relationship in your company, you
will probably find it a good idea to talk
to the first sergeant immediately after as-
suming command. This talk must cover
at least two general topics—your com-
mand philosophy and your concept of the
first sergeant’s role. Until the two of you
have an understanding on both, you will
wander aimlessly and accomplish little.

A command philosophy is just as im-

portant at company level as it is at bat-

talion. Unfertunately, though, while the
Army does a good job of teaching battal-
ion command designees the importance
of developing a command philosophy, it
offers no such training for company com-
mand designees.

You will make the first sergeant’s job
a lot easier if you take the time to out-
line your vision of where you want the
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18 months from now, Normally, he will
want to support you, and if he under-
stands what you want, he will be able to
deliver from the beginning.

Do not let this conversation be one-
sided. Two-way communication always
leads to better results. In most cases,
the first sergeant is a veteran of nearly
15 years of service and knows the com-
pany fairly well. He can describe the
command’s current strengths and weak-
nesses. You might ask him, for example,
what five things he would do differently
to improve the company’s readiness, and
what he {mows about the company that

he feels you should know immediately,
Once you have this information, you will
have established a common foundation on
which both of you as a team can lead the
company toward the fulfiliment of your
vision. -

Equally important, the first sergeant
must understand what you expect his role
to be. As a professional soldier, he will
make any adjustments you want, bt you
have ar obligation to tell him precisely
how you want him to conduct business.
Don’t wait until he has to ask.

When I became a battalion com-
mander, for example, I spoke to the first
sergeants immediately after meeting the
command sergeant major, gave them my
written guidance, and outlined my expec-
tations, A company comemander can do
this just as easily at his level, and this
written guidance then becomes an inte-
gral part of his future performance coun-
seling of the first sergeant. It should out-
line both general and specific duties,
responsibilities, and authority,

The first sergeant’s general duties are
easy. As the senior noncommissioned
officer, he sets a leadership example and
serves as an inspiration to the company,
including the officers, NCOs, and sol-
diers. He also sets the example and en-
forces standards of conduct, military
courtesy, and uniform policies. He parti-
cipates in physical training and ensures
that every aspect of it is either performed
correctly or corrected on the spot. Even
though the first sergeant probably already
knows what these duties are, he will still
appreciate hearing them from you.

A first sergeant’s specific duties vary
with his commander. In my initial dis-
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cussion with the battalion’s first ser-
geants, [ outlined several areas that I
wanted emphasized. Each of these areas
had several sub-caegories et Talso om-
lined in writing. These same areas may
be useful to you.

Reception and Integration. The first
serpeant can establish a program for ac-
cepting new soldiers into the command
with the intznt of making every incom-
ing soldier and his family feel that they
play an important role in the company
from the start. The assignment of spon-
sors, the resolution of immediats prob-
lems, and assistance in finding places to
live (if applicable) all fall within this
CatESOrY. ~

Company Training. In planning and
conducting company training, the first
sergeant will be your principal advisor on
any training deficiencies and will or-
ganize remedial training. He should be
the most knowledgeatle NCO in the
company on tactical operations and the

_expert in incorpacating individnal tasks
" to support the collective training outlined
in the company mission essential task list.

Hold himn responsible for supervising
skill qualification tests (SQTs) and com-
mon task tests (CTTs), and make him the
primary instructor for NCO profession-
al development (NCOPD). Leader de-
velopment must be a command priority.
Have him develop a program, not just a
series of classes. Tie NCOPD to upcom-
ing company missions, and use him ex-
tensively in developing the unit training
plan. A strong command team can make
training interesting as well as challeng-
ing.

Accountability and Responsibility.
This area of emphasis may be a bit more
controversial and may vary, depending
on your perspective. As the commander,
you are ultimately résponsible for prop-
erty accountability, but you may want to
hold the first sergeant personally respon-
sible for the operation of the company
supply room. Since the efficient opera-
tion of the supply room is directly linked
to soldier morale, it is reasonable for the
first sergeant to be involved in it. At
least, direct him to conduct periodic in-
spections of the supply room and CTA
50 equipment. In addition, he should set
the example for the soldiers by maintain-

ing property accountability in the order-
ly room.

Counseling. Since counseling is the
ey to fanioreaderstip developmem the
first sergeant must train the platoon
sergeants to use proper counseling tech-
niques. He should inspect the unit coun-
seling files periodically to ensure that the
written forms are legible, that they are
signed by the counsclor and the sol-
dier, and that they are ‘being prepared
on time. He should also make sure the
counseling is based on good hard facts
instead of being too general to be of any
use.

Company Administration. The first

sergeant’s duties in this area include ac-
curate status reporung, advising you on
assigning new NCOs and soldiers, mon-
itoring enlisted evaluation reports,
awards, nonjudicial punishment, and
many other tagks. "You might mention
any specific areas you want him 10 con-
centrate on. Meticulously outlining the
aspects of company administration will
be as usefol to yon as 1o Tim.

Barracks Maintenance and Inspec-
tions. You should hold the first sergeant
personally responsible for supervising
barracks maintenance and conducting in-
spections. Dogs the company have a good
repair and utility program? Are work
orders submitted in a timely manner?
What are the resuits? Are the soldiers in-
spected daily? (Just as things get done
that a commander checks, so do things
the first sergeant checks.) Make sure he
also teaches the platoon sergeants and
squad leaders how to inspect.

Company Headquarters, The first
sergeant is also the principal supervisor
of the company headquarters. Although
some commanders delegate this respon-
sibility to the executive officer, I believe
the first sergeant is better suited to the
task. I suggest you hold him responsible
for the supply room, the NBC room, the
communications  room, and the arms
room.

In the Field. In a tactical environment,
he can certainly help in supply functions
and mess operations, but his true value
lies elsewhere: Take advantage of all the
experience he has had in his years of
service, and have him assist and advise
you on the tactical employment of the
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company. He can ensure that the weap-
ons are cleaned daily in the field and that
the equipment is serviceable. You should
alseheld-him persanally responsible for
the appearance of uniforms in the field.

In the process of discussing his duties
and responsibilities, you may also want
to discuss what you think his relationship
with the command sergeant major should
be. Just as the first sergeant should train
the plateon sergeants to take over his job,
the battalion command sergeant major
should teach the first sergeants the re-
sponsibilities of his job. Consequently,
you should foster a good working rela-
tionship between your first sergeant and
the command sergeant major; you should
certainly not try to hinder it,

Finally, in that initial conversation, you
may want to ask him what he expects
from you as his commander. Although

e will probuably not say much at this
time, if you extend him the professional
courtesy of asking, he will feel free to
offer friendly recommendations and sug-
gestions &% time passes. Right now, 4e
probably just wants to make sure he un-
derstands your expectations; as a profes-
sional soldier, he will take it from there.

In summary, the first sergeant will
make or break the soldiers in your com-
mand. Everything from morals to mo-
rale, from ethical conduct to tactical
proficiency, is squarely on his shoulders.
He wants to make you successful, be-
cause the company is not just your unit;
it is also his. More important, it is the
soldiers’ unit, and they will probably be
there long after you have relinquished
command.

By clearly enunciating your command
philosophy and outlining the duties you
expect the first sergeant to perform, you
will be well on your way to developing
a strong command team and a unit that
is proficient in its combat skills and can
wage war successfully if the need arises.
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